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148 April 19%7

MEMORANDUM FOR: Director ot Central tntelligence

THROUGH: _ ' Deputy Director (Support)
SUBIRCT: Role of the Director of Persomiel
KEFERENCE: Memorandum for D/Pers from DDOL, dated 24 ganusry 1957

Porverding the Inspector General's paper, same gsubject

1. This mmbrandum, writber in response to Ceneral Cabell’s
memoranium, conbeins & recomuendatlon in paragraph 10.

o, Tn section IXI of the ettachment o referenced memorxsndum, the
inspector General raisee two lssues which appear to be central to the
whole problem. These are:

5. The division of responsibllity for personnel administration
among operating officials, the Career Services, and the Director of
Personnel.

b. Centralization of personnel administration as egainst
decentralizetion.

Snce these issues heve been resolved, the other questions asked in the
paper concerning the role of the Director of Personnel are more resdily
answered.

3. In preparing this response, T have resd the regulations pertaine
ing o personne). administration and heve talked with the serior Agency
personnel officers located here in Washington. I can report thet thinking
among our personnel ofilicers strongly fevors s substantial decentraliza-
tion of ti? responsibllity for persomnel sdrinistration to the Career
Services. In their view, such decentralization will

a. Fix responsibility where it can be most effestively
exercised;

b. Guarantee to our people that thelr careers are in the
hends of informed and responsible officilals;

2. Provide e framework for sound plamning with regard to
pey scales and recruitment;

Y A Career Service includes on its rules sll of the specialists In one
particular £ield. For example, the Logistica Career Service includes
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do Refuce duplication of effort; and

. Meke more effective our efforts o evaluate persomnel,
advance the sble, and weed out the ineffective.

h. Clearly, some of these edventages are already evident Iin our
present system of management. There has been & trend in this direction.
It is my recommendation that we continue to move slong these lipes, thatb
eny ambiguity concerning the responsibilitles of the heads of Career
fiervices be removed, that the persomnel mechenisms of these services be
studied and graduelly strengthened, and thet the Office of Personnel
sdjust its procedures and practices in such a way es to be In full
support of the Career Services.

5. I meke this recommendstion beceuse I believe that the way to
achieve high stendaxds of work performance is Uo encourage each Career
Service 4o establish personnel standards snd practices suitsble to the
operationel missions which the Service supporis. Furihermore, the Agency
hes sebtled down end become sufficiently integreted to permit & healily
degree of independence snd nonuvniformity on the part of the Cerser Services.

6. There ere, of course, important areas of personnel adminlstration
which cannot be decentralized to the Career Services. The Depubty Directors
necegsarily reserve to themselves certain responsibllities. Wide areas of
execubive responsibility in the field of personnel management will conblnue
to rest with operating officiels who, &s execublves, will act both in
behelf of the Career Services whose people fall under thelr commend and
of the OPfice of Persomnel in such matters as employee benefits, travel,
insurance, record meintenance, and the like.

7. Finally, the Director of Persomnel has certain steff responsi-
bilities snd performs certein services of common concern which cennot be
decentralized. How these relate to the responsibilities of other Agency
officisls is discussed in peragraph 8 below.

8. While I sgree with the Inspector General that further clsrifice-
tion of the role of the Director of Fersomneld will in some measure cons-
tribute to the strengthening of the Agency's personpel administration, 1%
- 15 evident thet the repubatlon of the 0ffice of Personasl and of the
Agency itself suffers baceuse of our inabllity to deal promptly and
effectively with the large munber of cases of misassignmerd:, overgrading,
under-utilization and medioerity. It is with these in mind that the
following comments are sutmitted on Seetion II of the Inspector Genexal's

papars
a. FPolicy Making

1). It is our position that personnel pollcy should be
developed both for the individuel Career Services apd for the
Agency as a vhole.

- -
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2}, Agency poidcy will necessavily e the more LOLEL,
comprehensive, snd enthoritetive. Ih will conbime to desl
with basic employee-employer relationships, fiseal matters,
standerds of conduct, benefits and privileges, aud the like.
It will also encompass all personnel policies bearing on over-
seas service so that equality ip trestment will be guaranteed
to field persomnel. It is proposed thai suggested changes i
Agency policy be referred to the Divector of Rersonnel for
study before they are presented to the Coreer Council and thet
the Councill continue to act as the principel Agency pollcy
board in metters pertaining to persommel aduinistration.

3). The development of Career Sexrvices policies will be
encouraged end supporbed by the Director of Personnel. in the
f£ields of salary administretion, promotion, rotakion, recrult-
ment, sssesament, and eliminatlon.

b. Hiring

1). It is proposed thet the Office of Persoonel do all of
the hiring in the United States for the Agency as a service of
coumon concern. It will be the responzibllity of the indlvidusl
Career Services to define needs and to render such professiocnal
asgistance to the recruitment steff of the Office of Persomnel
as may be required. The Office of Persopnel will contimue o
arrange for the participastion of intelligence officexs in this
effort.

2). The Director of Persomnel is specifically réaponsihle
for ensuring thet Agency employment sbendards are meb.

3). A regulation on the subject of recrultment apd screen-
ing of personnel is peeded and is in the process of being drafted.
This regulstion will propose that hiring be based on enticipated
needs of the Career Services rathexr than on position vacsncles
in operating components end will establiszh sdequate mechanians
for the evaluation spd screening of incoming personnel.

4). Our resson for centering recruitment policy plavning
in the Career Services is to promote the efficient use of
personnel on duty ané to provide for recrultment only ‘o meet
net requirements. Hiring to £i11 T/0 vacencies is certeinly o
canse of overstaffing in some categories.

c. Asgigoment end Reasgigoment

1). The Office of Persomnel should asslgn sll new employees,

with the exception of Junior Cfficer Treinees, +0 the eppropriste
Career Service. The suggestion made by the Ingpector Generel
that a Cereer Service be authorized %o return unsatisfactory
employees et the conclusion of three months has great merit and
will be the subject of our lmmediate attention. Certainly, such
procedure will ensure better assigmuents for some and an serly
separation for others.
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2). fThe Office of Personuel has waken the following actions
wideh will indicste the direction of our thinking with regexd to
the problem of reassigment:

a). Drafting of an Agency regulation which sets forth
the procedures t0 be followed by an individual desiring
reagsignment.

b). Establishing a special ssslgmment camitiee, with
Career Council sapproval.

c¢). Proposing to the Deputy Director {Plans) that
procedures be worked out which will provide for the
immediate assigmment of personnel retuwrning fras the Tield
and thus bring an cnd to "hell-walking.” :

3). In eddition to these measures, it is the intent of the
Director of Personnel to work with the Deputy Dirsctors and the
hesds of the Career Services in an effort to eliminate the mel-
practices associsted with “shopping.”

d. Promotion, Discipline, and Dlacharge

1). It is believed that the competitive yromotion system
introduced by Reglation] s sound. Reguistions
pertaining to discipline and discharge are sound insofar as
they recognize and probtect the rights, privileges, and beuefits
of the employee. The role of the Director of Persormel in these
matters is eccurately set forth in these reguletlons., Ib is
believed, however, that the Agency's mechanisms designed to
identify ungquelified personnel and arrsige for thelr releese
mist be sharpened very considersbly. The fwll responsibility
for emsuring that such actions sre taken should indtially rest
with the Carecr Sexvices. Procedures pertelining 4o the seleckion
of persomnel for the Agency's Carser Bteff should be changed to
cnphasize this responsibility and to relieve the Exemindng Penels
of much of their present "pick and shovel” work.

e. Wage Classification

1). The Director of Personnel should be responsible for
the administration of the Agency compensetion program--specifi-
cally, the development and application of psy plans, wage
schedules, and job evalustion procedures. He should work with
the heads of Carser Services and operebing officials so as to
be aware of problems in compensabing persconnel faced by these
officials and to esteblish understanding aud agreement of the
facts which influence and determine pay levels. He must
necessarily keep in close touch with external psy levels and
salary administration practices, govermmiental and industrial;
meke internal. edjustuients as appropriate and allowable under
Agency campensetion policies, end submit to the Coreer Councll
changes of & policy wature. .
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2). Job evalustion should emerge as & wore positive and
useful tool to perscnnel mensgement in the Career Seyvices. We
believe that the Office of Persomnel in cooperation with the
heads of Career Services should determine and meintaln, through
use of job evaluation techuiques, "a basic table of steffing
requirements” for each Career Service. This teble should be
coumprised of the mmbers, types {occupations, age groups,
physical qualifica‘hions),.. and levels of personnel which each
Career Service should include %o yrovide for effective support
of the Agency's operebional programs. It could well include,
in addition, & small reservolr of persomnel in +raining for
replacement and emergency sssigonent purposes. This device
will ensble the Career Services to kunow where they stand with
regard to current persomnel assets as opposed to current and
planned future staffing requirements. I& will also make
possible more satisfactory persounel plencing by the Careex
Services through pointing out the changes in the cagposition
of each Career Service to be attaived through prcnwtions,
training or retraining, transfers betweep Services, career
plenning, and recruiiment, so that the proper balance of
personnel assets may be achieved. In the long rum, the
"hagic table of staffing requirements” for each Career Service
will form the basis for the curtellment of the size of ils
professionel staff. It will also serve &s a base for budgetary
planning snd will provide a meens for controlling the aversge

grade.
/ f. Menagement Development

/ 1). The Director of Perszomnel, working with the heads of
Career Services, will underteke to develop an informal roster
of promising officers and to arrange for thelr Pormel. apd one
the=job training in the interests of menagement developrent.

——
—

2). It is proposed that the Depuly Dirveciors inform the
DMrector of Persounel on & continuing and confidential besls
of all openings for senior personnel. With this Information
at hand, the Tdrechor of Personnel will be able from time to
time to suggest capdidetes for such positions, thereby
stimlating rotations.

g. Treining
h. Control

i. Welfare, other "Morale" Sexrvices

The Inspector General's remerks on these three subjects
sre sccepted apd no further comment seems necessary gt bthis time.
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In sceordance vith the recomendations in 2 of
!wgl;a, m;mmmmﬁ&m 25X1A
former Plrector of Persomnal, and was reviewed in detail

wmmm&mamxﬁz The Career Counclil eone
ourred in the mescrendm as submitted and requested that the Director
xmmmmummuammuamm

vere implememtad. The Councll also reguested that be
mwmmm&hsmmwm&mmm
porsonnel administration system. The Director

be guided by the ccoments he has received frem anﬁ 25X1A
mgmibars of the Comneil.
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e Insp ctor General's peper hes served to Pfocus the abttention
of the senjor memlers of the Office of Persounel on basic organizational
problems relating {o their work. They are unanimous in theilx bellefl
that solubions to tl 2se probl«ms, cet Porth ehove, are appropriste to
the needs of the Agepty and cau be applied to the present system of
personnel. pdministration with vt minor changes in our regulaticns.

N . RECOMENDATION

it is recommended that the regsponsibility for Agency personnel
admindisteation be decentralized o the Career Services to the degree and
for the purposes glven sbove.

GORDON M. STEWART
Trector of Personnel

- -
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